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Goals  of  Alberta's  Adult  Learning  System 


Accessibility:  The  system  will  increase  access  for 
motivated  Albertans  to  a  diverse  range  of  quality  learning 
opportunities. 

Creativity:  The  system,  through  its  universities,  will  pursue 
research  excellence  to  increase  access  to  and  development  of 
new  knowledge. 

Responsiveness:  The  system  will  increase  its 
responsiveness  to  the  needs  of  the  individual  learner  and  to  the 
social,  economic  and  cultural  needs  of  the  province. 

Affordability:  The  system  will  provide  quality  learning 
opportunities  to  the  greatest  number  of  Albertans  at  the  lowest 
possible  cost. 

Accountability:  The  system  will  increase  its  accountability 
to  Albertans  for  the  results  of  publicly  funded  learning 
opportunities. 


A  PROPOSAL  FOR 

Performance-based  Funding 


Promoting  excellence 

IN  Alberta's  public  adult  learning  system 


This  document  is  the  latest  in  a  series  of  reports  and  correspondence  about  the  development 
of  a  new  funding  mechanism  for  Alberta's  post-secondary  education  system.  In  June  1995, 
the  ministry  of  Advanced  Education  and  Career  Development  proposed  a  performance-based 
funding  mechanism.  This  document 

•  reports  on  the  comments  we  have  received  on  the  proposal  and 

•  lays  out  a  modified  proposal  for  a  new  funding  mechanism. 

Background 

In  February  1994,  the  Alberta  government  released  its  business  plan  and  set  out  the  following 
vision:  '\..a  prosperous  Alberta  with  an  open,  accountable  government  that  lives  within  its 
means  and  delivers  quality  services  at  a  low  cost. " 

The  government's  business  planning  model  includes  a  framework  for  improved 
accountability  and  an  emphasis  on  reporting  and  openness.  In  the  area  of  post-secondary 
education,  this  means  showing  Albertans  that  the  public  post-secondary  system  delivers  high 
quality  services  efficiently  and  effectively.  This  emphasis  on  accountability  and  reform  was 
supported  by  Albertans  during  the  public  consultation  on  the  future  of  adult  learning  in  the 
province. 

After  consulting  with  those  involved  in  the  province's  adult  learning  system  and  other 
interested  Albertans,  Jack  W.  Ady,  Minister  of  Advanced  Education  and  Career 
Development,  announced  in  October  1994  a  new  policy  framework  to  meet  the  learning 
needs  of  adult  Albertans.  New  Directions  for  Adult  Learning  in  Alberta  identified  four  goals 
for  the  adult  learning  system  -  accessibility,  responsiveness,  affordability  and  accountability 
-  and  set  out  22  strategies  to  achieve  them.  One  of  the  strategies  responds  to  concerns  that 
were  raised  about  the  current  system  of  funding  post-secondary  institutions.  The  strategy 
states  that  funding  to  post-secondary  institutions  will  be  provided  through  a  new  mechanism 
that  rewards  an  institution's  performance  in  providing  accessibility,  quality  and  relevance  to 
learners  at  the  lowest  possible  cost. 
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Our  challenge  in  developing  a  new  funding  mechanism  is  to  select  a  combination  of  methods, 
techniques  and  features  that 

•  supports  the  desired  outputs  and  outcomes  of  our  post-secondary  system, 

•  rewards  institutions'  performance,  and 

•  is  consistent  with  the  government's  fiscal  agenda  for  a  balanced  budget. 

To  facilitate  the  process,  in  February  1995  we  invited  the  boards,  administrators,  faculty 
associations  and  student  associations  in  our  adult  learning  system  to  respond  to  an  outline 
paper  on  funding  principles  and  options.  After  taking  into  account  the  comments  received,  as 
well  as  research  on  funding  methods  in  other  jurisdictions  and  relevance  to  Alberta,  the 
Minister  released  A  Proposed  Performance-Based  Funding  Mechanism  for  Alberta's  Public 
Post-Secondary  Education  System  in  June  1995. 

The  funding  mechanism  proposed  in  June  1995  consisted  of  two  main  parts: 

1 .  A  general  operations  grant  to  post-secondary  institutions  to  fund  program  delivery, 
administration  and  general  capital  requirements  within  each  institution's  mandate.  This 
grant  would  be  tied  to  targets  identified  in  the  department's  business  plan. 

2.  Performance-driven  "envelopes"  of  funds  that 

a.  )    reward  performance,  and 

b.  )    assist  and  act  as  incentives  for  the  adult  learning  system  to  make  changes  in  support 

of  system  objectives. 

Below  is  a  graphic  representation  of  the  June  proposal: 


Funding  to  meet  system  objectives 


Current  Level  of  Funding 


Funding  influenced  by  performanc 


General  Operations  Grant 
for  program  delivery  and  administration 
and  capital  requirements 
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The  proposal  included  the  following  elements: 

General  Operations  Grant:  Most  of  the  funding  to  post-secondary  institutions  would  be 
provided  through  this  grant  to  cover  program  delivery,  administration  and  general  capital 
requirements.  The  general  operations  grant  would  be  performance-driven  because  of  a  direct 
channel  between  it  and  the  performance-based  envelopes  outlined  below. 

Performance  Envelope:  Created  from  a  reallocation  of  between  one  and  three  percent  of  the 
general  operations  grant,  plus  new  funding  that  might  be  awarded  for  that  purpose.  Funding 
from  the  envelope  to  an  individual  institution  would  be  determined  on  the  basis  of  each 
institution's  "report  card"  on  a  series  of  performance  indicators. 

Accessibility  Envelope:  Created  as  a  successor  to  the  Access  Fund,  from  a  reallocation  of 
between  one  to  three  per  cent  of  the  operations  grant,  plus  new  funding  that  might  be 
awarded  in  order  to  increase  enrolment.  Funding  would  be  based  on  anticipated  performance 
related  to  objectives  and  measures  of  increased  student  access. 

Capital  Investment  Envelope:  Created  from  additional  funds  to  the  system  and  operational 
only  when  those  funds  are  secured.  This  envelope  would  fund,  on  a  matching  basis, 
investment  in  approved  equipment  and  facilities  relevant  to  the  institution's  mandate,  and 
long-term  projects  such  as  the  upgrading  and  replacement  of  equipment  and  facilities.  The 
grant  would  be  on  a  one-time,  specific  basis  and  would  match  an  institution's  income  from 
other  sources  including  endowments  and  the  private  sector. 

Learning  and  Technology  Envelope:  Created  from  additional  funds  to  the  system  and 
operational  only  when  those  funds  are  secured.  The  envelope  would  encourage  innovation  to 
enhance  the  quality  and  availability  of  adult  learning  in  Alberta.  This  would  be  achieved 
through  integration  of  technology  to  the  learning-teaching  process,  both  on  and  off  campus. 
Funding  would  be  on  a  specific  one-time  basis. 

Research  Excellence  Envelope:  Created  from  additional  funds  to  the  system  and  operational 
only  when  those  funds  are  secured.  This  envelope  was  proposed  in  recognition  of  the 
importance  of  research  to  the  continued  success  of  our  universities.  Funding  would  be 
allocated  on  a  one-time  specific  basis. 

The  Consultations:  What  We  Heard 

Throughout  August  and  early  September,  department  officials  held  meetings  with 
representatives  of  all  publicly  funded  post-secondary  institutions  in  Alberta,  the  two 
provincial  student  and  the  two  provincial  faculty  associations.  The  department  obtained 
valuable  feedback  from  these  consultations  and  from  the  other  written  responses  received. 

The  following  section  summarizes  the  comments  we  received  about  the  proposal. 

General 

There  was  a  strong  endorsement  of  enhanced  accountability  for  the  system.  The  principles 
outlined  in  the  paper  were  confirmed.  It  was  suggested  that  the  principle  of  collaboration  be 
added  to  promote  success  for  the  entire  system  and  position  it  to  meet  the  challenge  of  global 


competition.  While  most  institutions  agreed  that  some  competition  encouraged  excellence,  it 
was  indicated  that,  because  of  finite  resources,  harmful  competition  might  result. 

The  majority  of  respondents  endorsed  the  two-part  funding  mechanism  proposal  and  agreed 
that  the  general  operations  grant  should  provide  for  the  basic  operations  of  an  institution. 
There  was  agreement  also  with  the  concept  that  the  general  operations  grant  would  change 
over  time  due  to  performance-based  funding  and  that  the  performance  envelope  would  be 
financed  primarily  from  an  across-the-board  grant  adjustment  for  all  institutions.  The  three- 
year  planning  horizon  inherent  in  the  present  business  plan  process  was  also  supported. 

Performance  Envelope 

General:  The  majority  of  respondents  agreed  with  the  general  concepts,  including  the  size  of 
the  envelope  (one  to  three  percent  of  the  general  operations  grant),  its  relationship  to  largely 
output  based  performance  indicators,  its  cumulative  redistribution  aspects,  and  the  concept  of 
the  report  card.  Concern  was  expressed  that  relatively  poor  performance  over  several  years 
could  result  in  a  loss  of  funds  that  would  be  irreversible. 

New  funds'.  While  there  was  a  general  acceptance  of  the  reallocation  of  funds  through  the 
Performance  Envelope,  there  was  also  an  overall  conviction  that  the  envelope  would  be  most 
successful  if  new  funds  were  used  to  reward  performance. 

System-wide  performance:  Several  institutions  suggested  that,  in  addition  to  measuring 
relative  performance  among  institutions  in  Alberta,  we  should  also  measure  performance  of 
the  Alberta  system,  and/or  sectors,  against  that  of  other  provinces. 

Key  performance  indicators:  Although  there  was  support  for  linking  key  performance 
indicators  to  funding,  the  comments  ranged  from  using  a  few,  very  specific  indicators  to  a 
broad  range  of  activity  indicators  within  each  institution.  There  was  also  a  range  of  views  on 
how  institutions  should  be  compared:  against  their  previous  performance,  against  only  other 
institutions  in  their  defined  sector,  or  against  all  other  institutions  in  the  system.  These 
comparisons  may  also  need  to  recognize  economies  of  scale,  urban  and  rural  differences, 
institutional  mandates  and  programs. 

Ongoing  reviews:  Some  institutions  felt  it  necessary  that  an  ongoing  mechanism  be 
established  to  allow  the  department  to  work  closely  with  institutions  to  identify  and  help 
resolve  problem  areas.  As  well,  there  was  support  for  the  department  to  evaluate  the 
outcomes  of  the  funding  mechanism  against  other  post-secondary  systems  across  Canada. 

Inflation:  The  majority  of  respondents  agreed  that  inflation  could  be  dealt  with  through  the 
performance  envelope.  However,  it  was  indicated  that  funding  to  compensate  for  inflation 
must  be  differentiated  from  funding  to  reward  performance. 

Accessibility  Envelope 

Most  institutions  no  longer  consider  accessibility,  as  it  is  presently  defined,  as  an  immediate 
priority  at  this  time.  However,  it  was  acknowledged  that  demand  for  learning  opportunities 
will  likely  increase  over  the  long  term  and  that  the  system  must  be  positioned  to 
accommodate  additional  students. 


We  heard  that  accessibility  needs  to  be  redefined  to  include  an  expansion  in  the  availability 
and  nature  of  learning  opportunities,  such  as  geographic  distribution  of  opportunities,  greater 
choices  in  scheduling  and  location,  and  other  enhancements  through  technological  changes. 
Further,  a  greater  emphasis  should  be  placed  on  enhancing  accessibility  in  existing  programs, 
rather  than  just  new  programs. 


Learning  and  Technology  Envelope 

Most  respondents  agreed  to  the  concept  and  importance  of  the  envelope.  A  number  felt  that 
this  envelope  could  address  accessibility  through  the  long-term  expansion  of  learning 
opportunities.  They  emphasized  that,  to  make  the  envelope  successful,  collaboration  on  a 
large  scale  would  need  to  be  encouraged.  Respondents  also  indicated  this  envelope  should  be 
flexible  enough  to  accommodate  funding  support  for  multi-institutional  systems  which 
enhance  learning  through  technology. 


Research  Excellence  Envelope 

All  universities  agreed  to  the  importance  of  a  research  envelope  and  the  general  concepts 
presented,  including  one-time  matching  grants.  There  was  general  acceptance  that  matching 
grants  would  not  necessarily  equal  funds  raised.  A  few  institutions,  other  than  the 
universities,  favoured  the  expansion  of  this  envelope  to  support  applied  research  that  is  not 
university-based. 


Capital  Investment  Envelope 

There  was  general  agreement  with  the  concept  of  this  envelope,  including  the  matching 
principle.  There  was  some  concern  however,  about  the  criteria  that  may  be  used  in  allocating 
funds.  Institutions  that  showed  prudent  management  in  the  past  should  not  be  "penalized"  in 
favour  of  those  that  neglected  capital  renewal.  Some  institutions  also  felt  that  their  ability  to 
raise  funds  was  limited,  owing  either  to  other  institutions  in  the  vicinity  or  because  of  limited 
sources  and  that  this  factor  should  be  taken  into  account. 
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Other  envelopes  proposed 

Over  the  course  of  the  consultations,  we  heard  several  proposals  for  additional  envelopes: 

•  Teaching  Development  -  to  increase  productivity,  efficiency  and  quality  of  teaching. 

•  Industrial  Partnership  -  to  encourage  corporate  sector  involvement 

•  Teaching  Excellence  -  to  improve  instruction  and  encourage  innovation  in  learning  and 
teaching 

•  Improvement  -  to  promote  cooperation  and  the  ability  to  replicate  effective  innovations 
and  efficiencies  throughout  the  system 

•  Scholarship  Endowment  -  to  address  student  finance  issues  through  a  matching  formula 
for  institutionally-raised  funds 

•  Growth  -  to  assess  and  respond  to  growth 

•  Diversity  Program  -  to  .encourage  institutions  to  maintain  necessary,  higher  cost  delivery 
programs 

More  information  about  the  comments  on  the  June  1995  proposal  is  provided  in  Appendix  11. 


A  Revised  Proposal  for 
A  New  Funding  Mechanism 

The  funding  mechanism  proposed  in  June  1995  received  wide-spread,  general  approval. 
Therefore,  the  revised  proposal  for  allocating  funds  to  support  post-secondary  education  in 
Alberta  consists  of  a  similar,  two-part  mechanism.  The  two  parts  would  be: 

1 .  A  general  operations  grant  to  post-secondary  institutions  to  fund  program  delivery, 
administration  and  capital  requirements  within  each  institution's  mandate.  The  grant 
would  be  tied  to  the  department's  business  plan  and  institutional  performance. 

2.  Performance-driven  "envelopes"  of  funds  that 

a.  )  reward  performance  in  meeting  Alberta's  goals  for  adult  learning  and 

b.  )  assist  and  act  as  incentives  for  post-secondary  institutions  to  make  changes  in  support 
of  system  objectives. 

Most  of  the  modifications  to  the  earlier  proposal  are  proposed  to  the  second  (envelope)  part 
of  the  mechanism.  It  is  important  to  note  that  we  do  not  see  the  new  proposal  as  static,  but 
one  which  will  require  ongoing  consultation  and  refinement  into  the  pilot  year  in  1996-97. 

A  graphic  representation  of  the  new  funding  proposal 


Planned  date  ?**         1996-97  1996-97 


*     Accessibility  Envelope  suspended  for  three  years, 
subject  to  review. 

**    Implementation  of  Capital  Renewal  Envelope  depends 
on  new  funds  being  made  available  for  the  envelope. 


General  Operations  Grant 

Under  the  proposed  mechanism,  Alberta's  public  post-secondary  institutions  would  receive 
most  of  their  funding  through  a  general  operations  grant.  This  grant  would  fund  program 
delivery,  administration  and  general  capital  requirements. 

Within  the  context  of  its  mission  and  mandate,  each  institution  would  be  expected  to  deploy 
the  grant  in  support  of  the  department's  three-year  business  plan.  The  plan,  which  is  updated 
annually,  sets  out  budget  targets,  system-wide  goals  and  strategies  over  a  three-year 
period.  A  part  of  the  overall  business  plan  for  government,  it  guides  the  actions  of  the 
department  and,  in  turn,  serves  as  a  template  in  the  development  of  each  institution's  business 
plan. 

A  funding  mechanism  linked  to  a  rolling  three-year  business  plan  has  many  benefits.  In 
providing  a  view  of  the  next  three  years,  the  business  plan  allows  the  depcirtment  and 
institutions  to  identify  longer  range  objectives  and  ways  to  achieve  them.  It  promotes  better 
planning  and  budgeting  for  the  future,  and  fosters  stability  in  operations.  It  also  serves  to 
"broaden  the  horizon"  so  that  institutions  can  position  themselves  strategically  to  adapt  to 
changing  circumstances. 

This  three-year  planning  process  has,  in  fact,  already  begun  with  the  implementation  of  the 
department's  first  three-year  business  plan  announced  in  February  1994.  Annual  budget 
reduction  targets  were  set  for  the  public  post-secondary  system  of  1 1  per  cent,  seven  per  cent 
and  three  per  cent,  respectively.  Institutions  in  turn  were  expected  to  develop  individual 
three-year  business  plans  to  deal  with  the  reduced  grants.  Overall,  Alberta's  institutions  have 
successfully  met  the  challenge  through  streamlining  and  creativity. 

The  amount  of  the  general  operations  grant  for  each  institution  would,  at  first,  be  based  on 
the  institution's  current  block  grant.  However,  the  amount  would  change  over  time  as  a  result 
of  allocations  from  the  Performance  Envelope.  Allocations  to  reward  performance,  for 
example,  would  be  rolled  into  an  institution's  general  operations  grant  for  the  following  year. 
This  would  increase  its  base  grant  for  subsequent  years.  The  opposite  would  occur  if  an 
institution  were  a  poor  performer.  The  system-wide  implications  would  be  the  redirecting  of 
funds  to  institutions  that  rate  high  in  performance. 


Envelope  Funding 

Envelope  funding  is  a  way  to  describe  funding  for  circumstances  that  are  separately 
identified.  This  is  a  proactive  method  that  uses  funding  to  guide  institutions  in  directions  that 
meet  specific  government  objectives  and  needs  of  adult  learners.  These  factors  can  change 
over  time.  The  flexibility  of  envelope  funding  allows  changing  circumstances  to  be 
addressed,  while  maintaining  the  stability  of  the  overall  system. 

Envelopes  allow  activity  within  the  system  and  within  the  sectors  ~  university,  technical 
institute,  college  and  vocational  —  to  be  focused  on  specific  issues  that  require  concerted  or 
specialized  effort. 
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Envelope  funding  is  proposed  to  support  objectives  in  the  following  areas: 


•  performance 

•  accessibility 

•  learning  enhancement 

•  capital  renewal 

•  research  excellence  (applicable  to  universities) 

Funds  allocated  from  the  Performance  Envelope  would  reward  institutions  for  achievements 
and  productivity  attained  during  the  previous  year.  On  the  other  hand,  funding  from  the  other 
envelopes  would  assist  institutions  to  realize  specific  goals  in  the  following  years.  Funds 
from  these  envelopes  would  be  awarded  on  the  basis  of  proposals  from  the  institutions  on 
productive,  cost-effective  ways  to  address  change  and  meet  goals. 

The  envelopes  proposed  could  change  over  time  to  respond  to  new  goals  for  the  system  and 
to  address  the  needs  of  learners  and  research  activities. 


Performance  Envelope 

Proposal 

The  purpose  of  this  envelope  would  be  to  reward  performance  in  our  public  post-secondary 
system.  As  such,  this  envelope  would  be  the  main  instrument  of  adjustment  for  the  general 
operations  grant.  It  would  measure  how  institutions  have  progressed  towards  the  goals  set 
out  in  the  department's  business  plan  and  would  reward  the  institutions  which  are  successful. 
There  are  currently  five  goals  for  Alberta's  adult  learning  system  -  accessibility, 
responsiveness,  creativity,  accountability  and  affordability.  In  order  to  assess  institutional 
performance  towards  these  goals,  a  set  of  key  performance  indicators  are  being  developed 
with  the  universities,  colleges  and  technical  institutes.  These  indicators  are  multi-faceted. 
They  need  to  not  only  measure  the  relative  performance  of  institutions,  they  need  to 
encourage  institutions  to  progress  towards  the  goals  and  strive  for  excellence  in  achievement. 
The  performance  indicators  would  recognize: 

•  individual  institutional  improvement,  and 

•  performance  relative  to  other  institutions 

At  the  same  time,  they  would  promote  excellence  by  recognizing: 

•  best  performance  in  the  system,  and 

•  the  achievement  of  excellence  by  meeting  or  exceeding  established  benchmarks. 

These  benchmarks  could  be  based  on  national  and  international  standards  and  could  be  set  to 
reflect  institutional  size,  program  mandates,  location  and  economies  of  scale. 

This  envelope  would  replace  the  current  enrolment  corridor  policy.  Enrolment  targets 
established  through  the  Performance  Envelope  would  allow  institutions  to  manage  their 
enrolment  as  part  of  their  overall  performance. 

Funding  for  the  envelope  would  be  derived  from  two  per  cent  of  the  operations  grant  of  each 
post-secondary  institution,  beginning  in  1997-98,  plus  any  new  funds  that  might  be  allocated 
to  the  envelope  at  the  discretion  of  the  Treasury  Board. 
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The  Performance  Envelope  would  also  be  structured  to  deal  with  inflation.  When  additional 
funds  are  made  available,  a  minimal  level  would  be  set  aside  for  all  institutions  to 
compensate  for  inflation. 

How  IT  WOULD  WORK 

We  propose  to  develop  an  assessment  mechanism  that  would  result  in  funding  allocations  at 
the  margin  being  based  on  performance.  This  mechanism  would  take  the  form  of  an 
institutional  "report  card." 

This  report  card  would  assess  an  institution's  progress  in  striving  for  and  meeting  the  goals 
set  out  in  the  department's  business  plan. 

The  report  card  would  set  out  three  areas  of  measurement: 

•  quality  and  output 

•  input  and  effectiveness 

•  accountability. 

Because  our  system  is  now  focussing  on  outputs  and  quality  outcomes  rather  than  inputs, 
quality  and  output  would  have  the  greatest  weight  in  measuring  performance.  At  the  outset, 
65  per  cent  of  the  weight  would  be  given  to  quality  and  output  measures,  30  per  cent  to  input 
and  effectiveness  measures  and  five  per  cent  to  accountability  issues. 

The  present  Information  Reporting  and  Exchange  Project  involving  the  department  and 
institutions  would  continue  to  serve  as  the  means  to  ensure  the  comparability  of  information. 
Responsibility  for  the  calculation  of  the  indicators  would  remain  with  each  institution  and  be 
subject  to  audit  by  the  Office  of  the  Auditor  General. 

More  information  about  the  report  card  and  how  it  would  work  is  included  in  Appendix  I. 

Pilot  year:  The  1996-97  fiscal  year  would  serve  as  a  pilot  year  for  the  Performance 
Envelope.  During  the  year,  institutions  will  be  consulted  to  refine  key  performance 
indicators  and  benchmarks  to  be  used  in  assessing  performance.  Funding  would  not  be 
affected  during  this  pilot  year.  We  envisage  a  process  in  which  institutions  would  have  time 
to  assess  their  own  performance  and  its  corresponding  impact  on  funding,  and  to  adjust 
activities  where  required.  For  1997-98,  for  example,  the  most  recent  data  available  for  use 
would  be  from  1995-96. 

Review  panel:  To  establish  a  vehicle  for  ongoing  consultation  during  the  implementation 
of  the  new  funding  mechanism,  we  propose  a  committee  be  established  to  review  and 
provide  advice  on  the  Performance  Envelope  during  the  pilot  year.  This  committee  would 
include  representatives  from  the  post-secondary  institutions,  government  and  the  private 
sector. 

Budgetary  mechanism:  Institutions  report  on  different  fiscal  years.  Because  the 
performance  envelope  funding  would  be  drawn,  in  part  or  wholly,  from  institutions  and  be 
redistributed  on  a  basis  different  than  that  which  it  is  drawn,  the  envelope  should  have  the 
flexibility  to  carry  funding  over  to  a  subsequent  fiscal  year,  if  required.  It  is  proposed  a 
budgetary  mechanism  be  established  to  carry  funding  over  between  fiscal  years  and  to 
provide  the  flexibility  necessary  for  the  reallocation  of  funds. 
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Implementation 

The  Performance  Envelope  would  come  into  full  effect  on  April  1,  1997,  the  beginning  of  the 
1997-98  fiscal  year. 

Expected  Results 

The  proposed  Performance  Envelope  would: 

•  reward  individual  institutional  performance  and  promote  excellence  for  institutions  and 
the  system  as  a  whole. 

•  build  on  the  strengths  within  Alberta's  public  adult  learning  system. 

•  be  flexible  enough  to  meet  changing  needs  or  pursue  specific  objectives  for  the  system. 

•  encourage  diversity  and  specialization  as  a  means  to  achieve  system-wide  goals  and 
objectives  and  to  further  the  success  of  the  system  as  a  whole. 

Accessibility  Envelope 

Learning  opportunities  provided  through  publicly  supported  programs  depend  upon  the 
changing  needs  of  the  economy  and  the  changing  demands  from  adult  learners.  By  the  end  of 
the  current  fiscal  year,  the  Access  Fund  will  have  achieved  its  goal  of  expanding,  at  a  reduced 
cost,  the  number  of  learning  opportunities  available.  Coupled  with  some  "softening"  of 
student  demand,  this  expansion  makes  further  direct  funding  of  programs  unnecessary  for  the 
next  three  years,  subject  to  review. 

Increased  accessibility  would  be  addressed,  to  some  extent,  by  the  Leaming  Enhancement 
Envelope  with  its  emphasis  on  enhancing  quality  and  access  through  the  use  of  leaming 
technology  and  innovation.  However  it  is  recognized  that,  in  the  future,  direct  intervention  to 
expand  targeted  programs  may  be  necessary.  The  new  funding  mechanism  should  have  the 
capability  to  support  an  expansion  in  accessibility. 

Proposal 

We  propose  that  the  implementation  of  an  Accessibility  Envelope  be  postponed  and  the 
Access  Fund  be  suspended  on  March  31,  1996  for  a  period  of  three  years.  The  suspension 
would  be  reviewed  after  that  time  and  an  Accessibility  Envelope  established  when 
appropriate,  to  respond  to  enrolment  demands  that  cannot  be  addressed  by  other  means. 

Learning  Enhancement  Envelope 

A  number  of  reports  produced  by  the  Alberta  government  share  the  view  that  the  "Alberta 
Advantage"  needs  to  be  secured  by  taking  bold  steps  to  provide  Albertans  with  affordable, 
electronic  access  to  health,  education  and  other  government  services.  These  include  a  report 
from  this  department.  Vision  for  Change:  A  Concept  Paper  for  the  Development  of  a  Virtual 
Leaming  System.  The  report  promotes  a  vision  of  a  virtual  adult  leaming  system  which 
utilizes  the  power  of  technology  to  deliver  flexible,  learner-centred  programs,  aided  by 
reorganized  support  systems,  wherever  and  whenever  the  learner  needs  them.  Implicit  in  this 
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vision  is  a  transformation,  in  which  learning  is  driven  by  what  the  learner  needs  and  in  the 
way  institutions  and  faculty  must  function  to  produce  and  deliver  learning  opportunities. 

Proposal 

We  propose  to  provide  the  leadership  and  a  financial  catalyst  to  enhance  quality  and  access  in 
Alberta's  public  adult  learning  system  by  encouraging  the  use  of  learning  technology  and 
innovation  to  create  a  more  flexible,  learner-centred  system.  Innovation  could  include 
changes  in  the  organization  of  program  content  and  curriculum,  in  faculty  roles  and  in  the 
delivery  of  academic  and  student  support  services.  Funding  would  be  provided  through  a 
Learning  Enhancement  Envelope. 

This  transformation  would  help  institutions  to  reach  new  clients,  to  expand  accessibility  over 
the  long  term  and  to  meet  the  competition  which  is  expected  to  emerge  from  sources  all  over 
the  world. 

How  IT  WOULD  WORK 

Guidelines  would  be  established  with  institutions  early  in  1996.  The  guidelines  would  be 
characterized  by  the  following  features: 

•  institutions  would  act  in  consort  to  ensure  that  delivery  systems  are  compatible  inter- 
institutionally  and  are  available  to  deliver  programs  on  a  regional  or  provincial  basis; 

•  grants  would  be  made  as  a  portion  of  the  total  costs  of  any  activity;  institutions  and  other 
partners  would  be  expected  to  contribute  financially; 

•  funded  projects  would  emphasize  transformation  of  actual  programs  and  related  services 
rather  than  experimentation  with  technologies; 

•  all  grants  would  be  term  certain; 

•  accountability  for  specific  results  would  be  required; 

•  the  review  and  approval  of  projects  supported  by  this  envelope  would  be  aided  by  an 
expert  panel  of  Albertans  from  the  institutional,  public  and  private  sectors. 

Subject  to  the  advice  it  receives  from  the  panel,  the  grants  in  this  envelope  would  be 
available  for: 

•  infrastructure  needed  to  establish  communications  networks; 

•  computers  and  other  media  hardware  that  would  be  necessary  to  change  to  a  learner- 
centered  infrastructure; 

•  developmental  funding  for  the  conversion  of  existing  courses  and  programs  into  new 
formats; 

•  the  establishment  of  support  services  for  learners  who  would  require  help  in  organizing 
their  learning  experiences  and  in  linking  to  appropriate  learning  resources; 

•  providing  faculty  with  appropriate  skills; 

•  research  to  continue  the  refinement  of  the  virtual  learning  system; 

•  the  purchase  of  relevant  learning  materials  from  outside  the  province,  when  appropriate. 
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Implementation 


We  propose  that,  beginning  in  the  1996-97  fiscal  year,  a  portion  of  funds  be  transferred  from 
the  Access  Fund  to  the  Learning  Enhancement  Envelope  for  a  three-year  period,  subject  to 
review.  Implementation  would  depend  on  Treasury  Board's  approval  of  this  arrangement. 

Expected  results 

One  of  the  consequences  of  the  educational  technology  revolution  is  that  centres  of 
specialization  will  emerge  for  educational  programming  and  that  delivery  will  occur 
increasingly  on  a  province-wide  basis. 

It  is  unlikely,  nor  desirable,  that  virtual  learning  would  ever  completely  replace  all  practices 
of  classroom  instruction.  However  a  profound  shift,  facilitated  by  the  power  of  information 
technology,  to  the  learner  as  the  center  of  the  enterprise  means  the  development  of  a  new 
pedagogy  and  new  roles  for  teachers. 

Research  Excellence  Envelope 

In  January  of  this  year  the  Minister  initiated  an  independent  study  and  consultation  led  by  Dr. 
Gilles  Cloutier  to  formulate  a  policy  framework  for  university  research.  Dr.  Cloutier's  report, 
released  in  August,  confirms  that  Alberta  has  an  enviable  research  reputation  throughout 
Canada.  This  has  been  built  up  over  many  years  and  is  the  result  of,  among  other  things, 
substantial  and  sustained  investment  by  the  provincial  government.  About  30  to  40  per  cent 
of  annual  operations  grants  to  universities  supports  the  infrastructure  necessary  for  research. 
Dr.  Cloutier's  report  outlines  recommendations  for  increasing  the  effectiveness  of  the 
university  system  through  performance  evaluations.  Also  included  are  recommendations 
for  enhancing  the  university  research  infrastructure  in  ways  that  encourage  research 
excellence. 

Proposal 

The  key  to  research  excellence  is  people  with  ideas,  energy  and  vision.  The  research 
envelope  would  promote  research  excellence  at  Alberta  universities  by  helping  the 
universities  to  attract  outstanding  young  scholars  to  replace  retiring  faculty.  Funding  for 
infrastructure  would  be  provided  to  enable  universities  to  become  more  competitive  in  the 
market  place  for  new  faculty.  Attracting  bright  young  minds  would  also  enhance  the 
universities'  ability  to  attract  additional  external  funding.  This  approach  has  been  followed 
successfully  by  the  Alberta  Heritage  Foundation  for  Medical  Research.  The  research 
envelope  would  build  on  that  model.  Research  envelope  funding  would  provide  one-time 
grants  which  would  match  other  funds  generated  internally  or  externally  by  the  university.  It 
would  address  the  research  infrastructure  costs  (equipment,  technical  support,  graduate 
student  support)  that  the  universities  need  to  compete  in  attracting  young  faculty  to  areas  of 
identified  strength.  The  salary  and  associated  costs  for  the  young  scholar's  program  would  be 
supplied  by  the  university. 

Funding  through  this  envelope  would  be  available  only  to  universities.  Funding  awarded  to 
each  university  would  be  determined  on  the  basis  of  each  institution's  previous  success  in 
attracting  peer-reviewed  grants. 
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How  IT  WOULD  WORK 

•  Funding  from  the  envelope  would  be  allocated  among  the  universities  on  the  basis  of 
their  success  in  federal  granting  council  competitions,  averaged  over  the  past  three  years. 
This  would  ensure  that  the  initial  funding  allocation  supports  and  recognizes  excellence. 

•  A  condition  of  funding  would  be  a  negotiated  agreement  between  the  department  and  the 
universities  on  the  expected  outcomes  and  measures  of  success. 

•  The  universities  would  be  required  to  comply  with  guidelines  and  criteria  establishing 
eligible  funding  from  the  envelope.  Criteria  would  relate  to: 

-  enhancement  of  institutional  strength; 

-  the  attraction  of  scholars  to  areas  of  strength  and  building  on  centres  of  excellence; 

-  spending  the  funds  to  achieve  the  best  possible  leverage  in  support  of  young  scholars; 

-  additional  revenues  generated  or  matched,  both  internally  and  externally; 

performance  criteria  for  evaluating  success,  the  expectations  for  the  initiatives  funded, 
and  how  they  would  contribute  to  the  research  priorities  of  the  university. 

•  Each  university  would  be  required  to  file  with  the  Minister  a  comprehensive  report  on  the 
results  achieved. 

•  An  external  committee  would  be  asked  to  provide  advice  to  the  Minister  on  the 
effectiveness  of  the  envelope  and  possible  changes. 

Implementation 

We  propose  that,  beginning  in  the  1996-97  fiscal  year,  a  portion  of  funds  be  transferred  from 
the  Access  Fund  to  the  Research  Excellence  Envelope  for  a  three-year  period,  subject  to 
review.  Implementation  would  depend  on  Treasury  Board's  approval  of  this  arrangement. 

Expected  results 

The  performance  criteria  for  the  research  envelope  would  include  measures  which  show  that 
the  fund  has: 

•  increased  the  amount  of  external  research  funding  invested  in  Alberta's  universities; 

•  enhanced  the  number  and  quality  of  graduate  students; 

•  increased  the  ability  of  the  universities  to  successfully  recruit  their  first  choice  candidates. 


Capital  Renewal  Envelope 

There  is  a  significant  backlog  in  the  maintenance  and  replacement  of  capital  assets  in 
Alberta's  public  adult  learning  system.  It  is  estimated  that  over  the  next  10  years, 
approximately  $500  million  will  be  required  to  meet  these  needs. 

In  the  past,  institutions  received  capital  renewal  grants.  Due  to  fiscal  constraints,  these  grants 
were  reduced  to  less  than  half  of  the  actual  cost  of  maintaining  facilities.  Then,  capital 
renewal  grants  were  combined  with  operating  grants  to  form  the  general  operations  grant. 
With  reductions  in  operations  grants  and  the  pressure  to  maintain  enrolment,  institutions  have 
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tended  to  focus  more  on  the  delivery  of  programs  and  less  on  the  upkeep  and  replacement  of 
capital  assets. 

We  need  to  ensure  that  the  capital  infrastructure  is  maintained  now  and  in  the  future.  To 
defer  spending  on  maintenance  of  equipment  and  capital  facilities  any  longer  could  result  in 
high  costs  being  incurred  owing  to  the  premature  replacement  of  these  assets. 

Proposal 

We  propose  a  matching  grant  program  that  would  encourage  institutions  to  raise  external 
funding  to  support  the  renewal  and  maintenance  of  their  capital  facilities. 

How  IT  WOULD  WORK 

The  level  of  matching  grants  available  to  each  institution  would  be  based  on 

•  the  level  of  current  needs, 

•  how  well  the  institution  has  met  needs  in  the  past  through  internal  reallocation  of  funds, 
and 

•  additional  funding  raised  from  external  sources. 

The  differences  in  institutions'  ability  to  raise  funds  from  outside  sources  would  be  reflected. 
Implementation 

This  envelope  would  be  funded  by  additional  funds  to  the  system,  and  would  be  operational 
only  when  those  funds  are  secured. 

Expected  results 

Institutions  would  be  better  able  to  act  as  good  stewards  of  their  facilities  and  capital  assets. 
Through  the  envelope's  matching  grant  aspect,  they  would  be  encouraged  to  raise  external 
funds  to  maintain  their  assets  and  address  their  outstanding  capital  renewal  projects. 


Working  together  for  high  performance 

Albertans  have  told  us  they  want  to  be  known  nationally  and  internationally  for  the 
excellence  of  their  attitudes,  skills  and  knowledge  that  enable  them  to 

•  take  responsibility  for  shaping  their  futures, 

•  participate  in  a  changing  economy  and  work  force, 

•  create  new  knowledge,  and 

•  enrich  the  quality  of  life  in  their  communities. 

To  meet  this  expectation,  adult  learning  institutions  and  the  department  must  work  together 
to  achieve  high  performance,  both  within  individual  institutions  and  the  adult  learning 
system.  By  establishing  and  communicating  goals  and  results,  the  department  and 
institutions  enable  legislators  and  other  Albertans  to  assess  performance  in  the  adult  learning 
system.  The  proposed  funding  mechanism  goes  one  step  further  by  rewarding  past 
performance  relative  to  goals  and  encouraging  the  improvement  of  future  performance. 
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Funding  for  future  ministry  budgets  will  depend  on  the  ministry's  ability  to  indicate,  mainly 
through  performance  measures,  that  we  are  helping  people  to  be  self-reliant,  capable  and 
caring  and  that  we  are  promoting  prosperity  for  Albertans.  By  demonstrating  that  the  adult 
learning  system  is  achieving  goals  and  meeting  high  standards,  we  assure  taxpayers  that  their 
investments  in  the  system  are  producing  valuable  results  and  encourage  their  future 
commitment. 
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Questions 


We  look  forward  to  receiving  your  views  on  the  new  proposal  for  a  performance-based 
funding  mechanism.  Please  consider  the  following  questions: 

1 .  What  are  your  comments  on  the  concept  of  the  two-part,  performance-based  funding 
mechanism  proposed? 

2.  What  are  your  views  on  the  proposed  Performance  Envelope? 

a.  )  What  are  your  comments  on  the  report  card  outlined  in  Appendix  I? 

b.  )  Have  we  chosen  the  right  indicators? 

c.  )  What  would  you  suggest  as  benchmarks? 

d.  )  What  are  your  comments  on  weighting  the  report  card  in  favour  of  quality  and  output 

indicators?  Would  you  apply  the  weighting  differently?  If  so,  why? 

3.  Do  you  approve  of  suspending  the  Accessibility  Envelope  for  three  years? 

4.  What  are  your  comments  on  the  proposed  Learning  Enhancement  Envelope?  How  can 
we  foster  system- wide  collaboration? 

5.  What  are  your  comments  on  the  proposed  Capital  Renewal  Envelope? 

6.  What  are  your  comments  on  the  proposed  Research  Excellence  Envelope? 

7.  Do  you  have  any  additional  comments? 

The  Next  Stage 

We  invite  you  to  comment  on  the  new  proposal,  using  the  questions  listed  above  as  your 
guide.  Please  forward  your  comments  by  December  21, 1995  to: 

System  Finance  and  Information 

Advanced  Education  and  Career  Development 

1 1th  floor  Commerce  Place 

10155-  102  Street 

Edmonton,  Alberta  T5J  4L5 

Development  of  the  funding  mechanism  and  details  of  its  operation  will  undergo  further 
refinement,  as  we  take  comments  into  account. 


APPENDIX  I 


Performance  Envelope  Report  Card 

The  report  card  would  be  the  means  to  link  a  broad  indication  of  an  institution's  performance 
to  funding  through  the  Performance  Envelope. 

The  draft  report  card  proposed  includes  the  key  performance  indicators  that  have  been 
determined  to  date  through  consultation  with  institutions.  Institutional  sectors  are  in  different 
stages  with  the  development  of  their  indicators.  Further,  data  for  some  of  the  indicators  may 
not  be  available  when  the  Performance  Envelope  is  implemented.  Therefore,  the  report  card 
is  not  static,  but  would  evolve  as  we  proceed  with  the  implementation. 

The  report  card,  performance  measures  to  be  included,  and  operational  aspects  of  the 
envelope  would  be  refined  throughout  the  pilot  year  and  as  better  indicators  are  identified. 
Moreover,  as  Albertans'  goals  and  expectations  for  adult  learning  change  over  time,  the 
Performance  Envelope  report  card  would  change  in  response. 


Key  Aspects  of  the  Report  Card 

•  Report  card  points  would  be  distributed  as  follows:  65  per  cent  for  quality  and  output;  30 
per  cent  for  efficiency  input  and  five  per  cent  for  accountability. 

•  Points  would  be  attached  to  each  indicator. 

•  Achievement  of  excellence  would  carry  the  highest  weight.  Benchmarks  would  be 
established  to  encourage  continuous  improvement  by  recognizing  an  institution's 
performance  relative  to  its  past  performance,  as  well  as  its  improvement  relative  to 
others. 

•  The  reference  year  for  each  benchmark  is  subject  to  further  consultation. 

•  For  the  indicators  identified  with  a  Major  Program  Cluster  basis  of  comparison,  a  key 
performance  indicator  would  be  required  for  the  three  most  significant  program  areas  at 
an  institution.  These  program  areas  would  be  determined  throughout  the  pilot  year  using 
program  clusters  identified  in  the  Key  Performance  Indicators  Manual. 

•  The  report  card  for  each  institution  would  be  provided  to  all  institutions. 

Funding  allocations  from  the  Performance  Envelope  would  recognize: 

1 .  the  institution's  score  as  a  per  cent  of  the  total  possible  points  available  to  the  institution; 

2.  the  institution's  score  relative  to  the  scores  of  all  other  institutions; 

3.  the  relative  size  of  the  institution,  as  measured  by  the  operations  grant. 

Precisely  how  this  mechanism  would  work  will  be  developed  with  the  institutions  during  the 
pilot  year. 
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PERFORMANCE  ENVELOPE  REPORT  CARD 

Institution 

Score 

BASIS  OF  COMPARISON 

Goal 

Performance  Indicator 

1 

GROUP  1 :  MEASURES  OF  QUAUTY  AND  OUTPUT 

ACCESSIBILITY 

Enrolment 

-  Large  Urban 

Prior  year  level  maintained/increased 

-  Others 

Increase  >  sector  average 

iii 

Enrolment  meets  contracted  targets 

Sub-Total 

RESPONSIVENESS 

Student  Satisfaction 

System 

Increase  over  previous  year 

ii 

Increase  over  previous  year  >  average 

iii 

Highest  level  of  satisfaction  in  system 

Completion  Rate 

Major  Program  Cluster 

Rate  increase  over  previous  year 

ii 

Rate  >  average 

iii 

Most  significant  completion  rate  in  system 

iv 

Rate  >  standard  of  excellence 

Employment  Indicator 

Major  Program  Cluster 

i 

Rate  maintained  or  increased 

ii 

Rate  >  sector  average 

iii 

Most  significant  employment  rate  in  system 

iv 

Rate  >  standard  of  excellence 

Specialized  Indicators: 

UT  Transfer  (UT  Inst  Only) 

University  Transfer  Only 

i 

Rate  maintained  or  increased 

ii 

Rate  >  sector  average 

iii 

Rate  >  standard  of  excellence 

CREATIVITY 

Research  (Council  Success  Rate) 

All  Universities 

Increase  over  prior  year 

Increase  greater  than  sector  average 

iii 

Rate  >  standard  of  excellence 

Technology  Transfer 

UofA/UofC 

i 

Increase  over  prior  year 

ii 

Increase  greater  than  sector  average 

iii 

Rate  >  standard  of  excellence 

Sub-Total 

GROUP  1  SUB-TOTAL 

65 

PERFORMANCE  ENVELOPE  REPORT  CARD 

Institution 

Score 

BASIS  OF  COMPARISON 

Goal 

Performance  Indicator 

(%) 

GROUP  2:  MEASURES  OF  INPUT  AND  EFFECTIVENESS 

AFFORDABILITY 

Cost  per  FTE  Student 

Major  Program  Cluster 

i 

Reduced  over  previous  year 

ii 

Reduction  from  prev.  yr.  >  sector  average  since  93-94 

Hi 

Most  significant  reduction  in  sector  relative  to  93-94 

iv 

Standard  of  excellence  attained 

Cost  per  Graduate 

Major  Program  Cluster 

i 

Reduced  over  previous  year 

ii 

Reduction  from  prev.  yr.  >  sector  average  since  93-94 

iii 

Most  significant  reduction  in  sector  relative  to  93-94 

iv 

Standard  of  excellence  attained 

Use  of  Facilities 

Sector 

i 

Increase  over  previous  year 

ii 

Increase  over  previous  year  >  sector  average 

iii 

Most  significant  utilization  in  sector 

iv 

Standard  of  excellence  attained 

Reliance  on  AECD  Grants 

Groupings  within  Sectors 

Lower  tiian  sector  average 

Reduction  from  prev.  yr.  >  sector  average 

iii 

Least  reliant  in  sector 

iv 

Standard  of  excellence  attained 

Instructional  Expenditures 

Groupings  within  Sectors 

Greater  than  sector  average 

ii 

Increase  from  prev.  yr.  >  sector  average 

iii 

Highest  in  sector 

iv 

Standard  of  excellence  attained 

GROUP  2  SUB-TOTAL 

30 

GROUPS:  MEASURES  OF  ACCOUNTABILITY 

System 

Reporting 

Business  plan  complete/submitted 

ii 

All  KPIs  submitted 

iii 

Business  plan  addresses  funding  policies 

iv 

Addressing  Auditor  General  concerns 

V 

Three  year  tuition  plan  published 

1 

! 

GROUP  3  SUB-TOTAL 

5 

TOTAL  POINTS 

100 

APPENDIX  II 

Stakeholder  Feedback 


The  following  pages  provide  a  quick  reference  to  the  consultation  on  a  new  funding 
mechanism,  and  a  summary  of  the  key  points  made  by  institutions,  faculty  and  students  on 
the  June  1995  proposal. 


System  Participation  &  Results 

•  In  February  1995,  we  invited  the  boards,  administrators,  faculty  associations  and  student 
associations  in  the  adult  learning  system  to  respond  to  an  outline  paper  on  funding 
principles  and  options. 

•  Fifteen  responded.  The  respondents  included  public  and  private  institutions  as  well  as 
student  and  faculty  associations 

A  Proposed  Performance-based  Funding  Mechanism,  published  June  1995,  incorporated 
the  feedback  received. 

•  Consultations  with  26  institutions  and  four  faculty  and  student  associations. 

Throughout  August  and  the  beginning  of  September,  senior  department  staff  met  with 
representatives  of  the  post-secondary  system  to  discuss  the  paper  and  address  questions 
on  the  proposal.  A  summary  document  of  the  discussions  was  circulated  to  all. 

•  Forty  written  submissions  received.  The  submissions  were  from  institutions,  student 
and  faculty  organizations,  as  well  as  concemed  individuals  and  associations. 

•  A  new  proposal  is  published  November  1995. 
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